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MINUTES OF THE MEETING OF 3 NOVEMBER 1995 


Dr. F. Lowy (Chair); Dr. J. Lightstone; Dr. H. Proppe; Dr. C.L. Bertrand; 
Me B. Gaudet; Prof. M. Corwin; Prof. J. Krause; Prof. T. Stathopoulos; 
Dr. T.D. Bui; Prof. L. Roberge; Prof. D. Cheeke; Prof. J. Chaikelson; 
Prof. W. Byers; Prof. W. Knitter; Prof. A. Teffeteller; Ms. L. Prendergast; 
Prof. H. Shulman; Prof. A. Jalilvand; Prof. H. McQueen; Dr. D.L. 
Boisvert; Dean J. Taddeo; Dean M. Anvari; Prof. R. Pallen; Prof. S. 
McDonough; Acting Dean J. Woodsworth; Mr. J. Woodrow; Prof. M. 
Brian; Mr. S. Tabar; Mr. J. Carruthers; Mr. E. Paulsson; Mr. J. Baerg; Ms. 
K. Norman; Mr. D. Srinivasan; Dr. R. Bonin; Acting Dean D. Markiewicz; 
Mr. M. Cambridge. 


ABSENT WITH REGRETS: Dean M. Kusy; Dean G. Valaskakis; Prof. V.V. 


ABSENT: 
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Baba; Dean C. Jackson; Ms. M.. Giles. 


Ms. K. Bolh; Ms. H. Patel; Prof. J. Tomberlin; Prof. V. Rajiva; Mr. J-F. 
Plamondon. 


Call to order 


The meeting was called to order by Dr. Lowy at 2:04 p.m. 


Approval of Agenda 


Dr. Lowy advised that item X concerning changes to Programmes of Study 
for Senior Students had been tabled at the Academic Programmes 
Committee pending further information and consideration; and that the 
matter would be submitted for consideration by Senate at a subsequent 
meeting. In consequence, he asked that the item be deleted from today's 
Agenda. 


IT WAS MOVED BY PROF. STATHOPOULOSI SECONDED BY PROF. 
PALLEN, THAT THE AGENDA AS PRESENTED AND AMENDED BE 
APPROVED. 


MOTION CARRIED. 
Dr. Lowy advised that the next item would be dealt with in "Closed 


Session", and he asked those in attendance who were not members of 
Senate to leave the meeting. 
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OPEN SESSION 


Approval of Minutes 


Dr. Lowy advised that the Minutes of the Senate meeting of 13 October 
1995 were not completed in time for circulation and approval at today's 
meeting; and he suggested, and it was agreed, that they be put over for 
approval at the next regular meeting. 


Business Arising from the Minutes 


There was no business arising from the Minutes. 


Remarks from the Rector 


Dr. Lowy advised that his remarks would be subsumed under item XII - 
Office of the Rector Reorganization - in order to leave as much time as 
possible for discussion of the "Blue Paper" (Document US-95-9-D4), under 
Agenda item XI. 


Question Period 


In response to a number of questions from Mr. Carruthers concerning a 
rumor that the MITE AVISTA laboratory would be closing in December 
1995, including possible contingency plans for the dispersement of the 
technology now being provided to the students or whether the University 
was stepping away from offering such technology to the student body, Dr. 
Bertrand advised that this was the first time that he had heard of such a 
rumor, which, he suggested, probably stemmed from the fact that the 
current head of the laboratory had chosen the early retirement package; and 
that while he did not know what plans were being considered, there was no 
intention in any conversations that he had had with the Director of the Audio 
Visual Department of closing down what he described as successful as any 
such laboratory that existed in the City of Montreal. 


Dr. Lowy also suggested that any such decision would require considerable 
discussion; that if closing the laboratory was being proposed by anyone, 
there would have to be good reasons f or doing so; and that appropriate 
facilities would ultimately have to be made available. 


Responding to questions raised by Prof. Knitter concerning information 
with respect to the financial frame work for university budgets yet to be 
signed by the Minister of Education, and possible public campaign and 
lobbying plans by the Conference of Rectors to counter the negative effects 
on university accessibility resulting from continuing funding cuts, Dr. 
Proppe advised that the financial documents referred to which had been 
sitting on the Minister's desk for at least one and a half months were 
expected to be signed very shortly; and that it was everyone's hope-that the 
Quebec Government would soon get down to regular business. 
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In additional remarks, Dr. Lowy advised that the matter had been discussed 
by CREPUQ, but that it was felt that it was premature to launch a public 
campaign because at the moment no one knew what the government's 
intention was university funding; and also that at a time when the 
referendum was on everyone's mind, the plight of universities would 
receive little media attention. He also assured Senate that as soon as the 
government's intention with respect to funding was known, he, and no 
doubt other university rectors, would attempt to generate publicity on the 
situation. 


In response to a question from Prof. Teffeteller concerning Bill 95 relating 
to retention activities and a report which was to be submitted by Concordia, 
Dr. Proppe advised that there were three areas covered by the Bill, i-e., 
disclosure of senior administrative and management staff salaries, which 
information had been compiled and was being audited prior to submission 
to the Executive Committee of the Board of Governors; the University's 
development plans; and a set of indicators concerning the length of time 
Concordia's students take to complete their graduation requirements,, etc., 
and which data, he advised, was already in the University's information 
system and was being put together for presentation to the Executive 
Committee. 


Concern was also expressed with respect to reports on retention which were 
emanating from the Office of Institutional Research, particularly information 
on students who did not follow a normal study path, including those who 
change programmes or complete more than one programme before 
graduating; and it was suggested that the Institutional Research statistics be 
audited in a number of departments in order to verify their validly. 


In additional comments, Dr. Lowy advised that Bill 95 had been the subject 
of considerable discussion among university Rectors and their staffs 
thought the Province; that much of the information requested was already in 
the hands of the Ministry; and that much of remaining information was 
likely to sit on shelves in the Ministry due to the lack of mechanisms 
necessary to analyse the data. 


Dr. Proppe also advised that steps had been taken to ensure that the manner 
in which students at Concordia were counted corresponded with the 
methodology that had been approved and was used by the government and 
other Quebec universities; that Concordia had to be very careful that any 
methodological changes that might result from the exercise were undertaken 
in full consultation with this institution, particularly given that Concordia's 
characteristics were different than those of some of the other universities; 
and that he was quite satisfied so far that the statistical information had been 
properly determined, and that the results were favorable to the University. 


Items for Information 


In announcing that the Faculty of Arts and Science would be implementing 
"Interdisplinary Clusters" in September,, 1996, Acting Dean Judith 
Woodsworth explained that a "cluster" was a sequence of courses totalling 
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15 to 18 credits grouped around a given theme; and that the concept was 
intended to enable students to take their elective courses in an organized and 
meaningful manner. She further advised that Arts and Science was already 
working on cross-Faculty "clusters" which would be open to students from 
other Faculties; and that any ideas with respect to this from the other 
Faculties would be welcome. 


Prof. Pallen announced that Dr. Timothy Gadosy, who had received his 
Ph.D. degree from Concordia at the 1995 Spring convocation, would be 
awarded the Governor General's Gold Medal at the 1995 Fall Convocation. 


Also, commenting on the 12th Annual Science and Engineering Exhibition 
that had been held last week-end at Stewart Hall, Dr. Pallen explained that 
this most successful exhibition, which involved almost all of the Science 
departments and many of the departments in the Faculty of Engineering and 
computer science, consisted of projects which the students themselves 
demonstrate and explain to the public; and that while other detracting events 
were occurring at the same time, more than one thousand visitors had 
attended the exhibition. He also expressed appreciation to all of the 
students, who he referred to as Concordia's best ambassadors and without 
whose efforts the event would not occur, for their participation, and for 
having made such a tremendous impression on the people from the 
west-Island. 


In additional comments, Dr. Lightstone stated that Prof. Pallen had been 
involved in successfully organizing the exhibition every year for as long as 
he could remember; and on behalf of Senate he extended a vote of thanks to 
Prof. Pallen without whose efforts, he advised, the event would never take 
place. 


Speaking on behalf of the Fine Arts Student Alliance, Mr. Erik Paulsson 
expressed serious concerns with respect to Audio Visual budget cuts, 
which, he argued were threatening programmes, particularly in the areas of 
cinema and music where many students would not be able to complete 
projects because of limited access to ‘audiovisual equipment and studio 
time. He also argued that the situation was extremely disheartening to the 
students who were fearful that the cuts would undermine the academic 
mandate of the departments, and would have a drastic negative effect on 
good quality programmes at Concordia. 


Dr. Bertrand advised that he agreed with the above comments; that if the 
Faculty of Fine Arts could establish its priorities the situation could 
probably be dealt with; and that he would also be quite willing to have the 
question of a possible increase in the Audio Visual Department's budget 
considered as a University-wide priority. 


Mr. Tabar introduced Mr. Erik Paulsson and Mr. Jason Baerg, newly 
appointed undergraduate student Senators from the Faculty of Fine Arts. 
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Appointments to Senate Committees 


IT WAS MOVED BY MR. TABAR, SECONDED BY PROF. 
STATHOPOULOS, THAT THE APPOINTMENTS TO SENATE 
COMMITTEES CONTAINED IN DOCUMENT US-95-10-D2 BE 
APPROVED. 


MOTION CARRIED. 


Towards a "White Paper" on Concordia's Future 


In preliminary remarks on "Setting the Course for Our Future" (Document 
US-95-9-D4), Dr. Lightstone advised that the Steering Committee was 
calling a special Senate meeting to be held at 2:00 pm. Friday, 17 November 
1995 in the Senate Chamber for a further discussion on the matter; that a 
reminder concerning input would be sent to all units in the University, 
which material, it was hoped, would come forward in time to inform the 
Senate discussion on 17 November 1995; and that while the entire 
document was open for discussion, it was the feeling of the Steering 
Committee that it would be most profitable to focus on the five general 
principles listed on page 3, Document US-95-9-D4. He also emphasized 
that given that the planning exercise was an iterative one, the intent was that 
the document would be revisited and possibly revised on an annual basis. 


During the ensuing discussion, Prof. Chaikelson reported with respect to a 
Faculty-wide testing of the document which, as Chair of the Arts and 
Science Faculty's Appraisal Committee, she had forwarded to all 
departmental chairs with a request for an analysis of their programmes in 
relation to the general principles and a report including supporting evidence 
for their choices; that contrary to what she felt was the intention of the 
exercise, in almost all cases the response was to the effect that the 
programmes in a particular department fit every principle, i.e., the operation 
was being viewed as an exercise to demonstrate how every programme fit 
every principle; and that one response had suggested that there was a 
missing principle, i.e., the principle of the centrality of a programme to the 
provision of a core liberal education, and which, she felt, did not quite fit 
Principle #5. In other remarks it was suggested that the responses 
represented a strategic anticipation, i.e., that individuals were inclined to 
think through the implications of the responses for the particular 
programme's or department's future, and that rather, departments should be 
advising with respect to what they were doing best, what their priorities 
were, what the future direction of the department was going to be, etc.; that 
submitting a response that all programmes fit all principles would leave too 
much discretion in the hands of senior administrators vis-a-vis the 
determination of the direction in which a particular department should be 
going; and that the responses indicated that people wanted to know how the 
various categories should be weighted, which was necessarily what the 
exercise was all about, and that perhaps the next round should be more 
directive to enable people to respond in a more helpful manner. 


Responding to the above, Dr. Lightstone advised that if there was general 
agreement on the principles, the next aspect of the discussion would deal 
with the question as to how to operationalize them, which included the issue 
of weighting and measuring them, followed by the determination of a 
decisional process that could be put in place for applying them; and that the 
overall purpose of the exercise was to ensure that no one would be left with 
a "carte blanche" mandate to interpret the evidence as they might wish. 


In continuing discussion, issues and concerns which were raised and 
responded to included questions with respect to operationalizing the 
principles, which, it was argued, would indicate which areas were being 
prioritized and should be brought forward to Senate for discussion as soon 
as possible; the principle of revenue generation and effectively calculating 
such generation at the programme,, departmental and unit levels; and the 
development of a process for the evaluation of the non-academic sector of 
the University, particularly in terms of how strongly such units supported 
the academic sector. 


Concern was expressed about the rationalization of what was underlying the 
general principles, with respect to which it was argued that after determining 
the principles, adjusting their weights and appropriately ordering them in 
order to avoid ad hoc decisions, we would end up with a technical model 
for decision-making that could not be applied to the practical kinds of 
decisions that were going to have to be made; that the determination of 
actual financial targets was crucial to the operation of the exercise; and that 
the document should be rewritten to include related procedural protocols 
contained in the Collective Agreement vis-a-vis the elimination of 
programmes, etc. 


It was argued that one of the concrete hypothesis that could be used in the 
exercise was that the budget cuts, or next year would be at least as great as 
the 10 million dollar cut for the current year; and that attempts should be 
made to quantify some of the f acts that had to be taken into consideration in 
order to minimize subjectivity and allow the judgemental part of the process 
to focus on true values, including cost-benefits associated with 
programmes, etc. Senate was also advised that revised versions of the 
document, which were already in draft form and were being worked on vis- 
a-vis operationalizating the principles, included reference to the University's 
legal and moral obligations in making decisions, particularly with respect to 
the institution's obligations to students currently registered in programmes, 
as well as to several collective agreements. It was also argued that there was 
a need to provide principles that had an orienting affect on decision-making, 
and to request people making decisions to do so on the basis of hard 
evidence to the degree that such hard evidence was available. 


Other issues raised and responded to included concerns expressed with 
respect to the absense of any assurance that after going through the entire 
exercise the Government would still not impose further drastic measures on 
Concordia, and a related strategy vis-a-vis the point at which the University 
would cease to cooperate in its own down-sizing; the need to ensure that the 
decision-making process with respect to determining academic priorities 
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was representative of the different ideas and schools of thought that existed 
about what was valuable in the University, including the thought that what 
was important was that the students learn to think in a sustained and 
constructive manner about the world in which they live and what could be 
done about it, i.e., that they have adapted themselves to the process of 
reasoning, systematically and carefully, about the problems of society; and a 
rumor concerning the possibility that government funding decisions would 
be discriminatory against anglophone universities. 


With respect to the latter issue, Dr. Lowy advised that to the best of his 
knowledge there was no discrimination among Quebec universities, and that 
they were all treated similarly in terms of the operating budget. He also 
advised that the construction that was going on at other universities was a 
capital investment that was separate from the annual operating budget; and 
that the two should not be confounded. 


Senate was advised that the students were presently working on a document 
that would formally outline their views on "Setting the Course for Our 
Future", and which was expected to be available by 17 November 1995. 


Responding to an earlier question, Dr. Bertrand advised that there had been 
two rounds of reviews-of the Services sector and the Institutional Relations 
and Finance areas, all aimed at improving student services and delivery to 
the academic sector; and that he had no doubt that the current debate once 
completed would inform a third round of reviews in the Services sector. 


Office of the Rector Reorganization 


In introductory comments, Dr. Lowy drew members’ attention to the 
updated version of the Proposed Reorganization of the Senior 
Administration (Document US95-10-D8), which, he advised, had been 
circulated at today's meeting. He further advised that he would attempt, 
with the aid of an overhead projector, to better explain what the proposed 
reorganization was intended to accomplish; but also, in light of the 
discussion at the Steering Committee, to limit consideration to a portion of 
the reorganization. He also expressed regret at having initially proposed 
what he referred to as a far-reaching set of administration changes, and 
which, he advised, had been a premature document and had not provided 
people with enough opportunity to think about it; that in consequence, he 
had been deprived of their advice and input, and in light of input that he had 
subsequently received, he would like to change directions and to propose 
reorganizations in sequences rather than all at once, particularly given that 
not everything in the initial proposal was of a pressing nature; that he also 
considered it important to have further consultation and advice on the issues; 
and that it was difficult to consider simultaneously too many things that 
were of varying degrees of importance. He further explained that the issue 
of reorganization was based primarily on the question of what needed to be 
done in the foreseeable future, and which in part arises from a recognition 
of the financial situation that Concordia was facing; and that given that 80% 
of the University's income in one way or another was derived from the 
government and that there would be a probable 20% to 30% reduction in 


Concordia's government grants over the next few years, unless such 
reduction was compensated in large measure by increases in other revenue, 
the University would be in trouble if the present structure was maintained. 
He also emphasized that some of the tasks that would have to be 
accomplished in the face of that situation, included maintaining our student 
enrolments and retention, and developing creative ways in which to improve 
our FTE situation; defining a much more focused mission for Concordia, 
part of which included the programme priority discussion that had just taken 
place; doubling or tripling our activities in the area of advancement and 
development, particularly with respect to raising more money from alumni, 
corporation and private donations, etc.; fostering liaison with the Ministry 
of Education; devoting more attention to human relations within the Human 
Resources portfolio vis-a-vis anxiety associated with dislocation of people, 
loss of jobs, lowering of pay, position rearrangements, etc., all resulting 
from possible substantial restructuring; and exercising tighter financial 
controls. 


In his presentation via the overhead projector during which he provided 
comparative information on the organizational structures at UQAM, U de 
M, and McGill, Dr. Lowy explained that he intended to focus on what he 
considered to be the most pressing issue, 1.e., the portfolio of the position 
of Vice-Rector, Institutional Relations, with the finance portfolio detached, 
which would allow the Vice-Rector to pay particular attention to the 
advancement area, the human resources area, liaison function with the 
Ministry of Education,, and development of the Continuous Quality 
Improvement programme, etc. He further explained that apart from the 
Vice-Rector, Institutional Relations and the financial portfolios, he was 
withdrawing the other proposals in the light of the various comments that 
had been made, for further consultation and study. With respect to the issue 
of the budgetary process, he advised that he considered it to be important to 
empower the academic objectives and the academics who establish those 
objectives; that the ideal situation was for the academic programmes to drive 
the budget; that the budgetting model that he would like to establish at 
Concordia essentially consisted of two phases, the first phase in which the 
chairs and directors, including the directors of colleges and small units, 
deans, etc., would consider academic priories and transmit these to the 
Vice-Rector vis-a-vis the budgetting process, with the budget actually being 
created by the Vice-Rectors and himself, with technical assistance from the 
Chief Financial Officer (CFO) but who would not be responsible for 
creating the budget; that once the major budget elements were understood, it 
would be appropriately formatted by the CFO for presentation to the Board 
of Governors and then to Quebec City; and that the CFO would also have 
the additional task of financial controls, etc. He reiterated that basically the 
proposal would free the Vice-Rector, Institutional Relations to attend to 
closer supervision of the areas of advancement, human resources, liaison 
with the Government, the CQI programme, etc., while at the same time 
providing sound financial control; and he advised that if the proposal was 
accepted, the University could move directly to a search for a Vice-Rector, 
Institutional Relations. 
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Issues and suggestions raised and responded to during the ensuing 
discussion, included the possibility of inserting in any advertisements for 
the position of Vice-Rector, Institutional Relations a caveat to the effect that 
the terms of reference might change by virtue of the Current administrative 
reorganization; and the need for comparative data on which Senate might be 
able to assess the effectiveness of the administrative sector of the 
University. Submissions, including concerns and issues, with respect to the 
original proposal from the Faculty of Engineering and Computer Science 
contained in Document US-95-10-D6, the Faculty of Arts and Science in 
Document US-95-10-D7, and the Concordia University Faculty Association 
which had been circulated at the meeting, were presented, explained and 
responded to. Questions were also raised and responded to with respect to 
Phase I of the organizational Review process involving Canada Consulting, 
and possible benefits that might have been derived therefrom. With respect 
to the submission from the Arts and Science Faculty Council, it was noted 
that the second motion in Document US-95-10-D7 should be corrected to 
read - "the Faculty of Arts and Science recommends that the apparent 
downgrading of the research portfolio to the decanal level should be 
reviewed". 


Questions were also raised and responded to concerning the proposal to 
move the Payroll Department under Human Resources rather than under the 
Chief Financial officer. 


After thanking members of Senate for the advice that he had received, Dr. 
Lowy advised that he would present the proposed portfolios for the 
Vice-Rector, Institutional Relations and the Chief Financial officer to the 
Board of Governors next week; and that following approval, a search 
process would be initiated. 


Next Meeting 


Dr. Lowy reminded members that there would be a special meeting of 
Senate concerning the "Setting the Course for Our Future" at 2:00 pm., 
Friday, 17 November 1995, in the Senate Chamber. He also announced that 
the next regular Senate meeting would be held at 2:00 pm., Friday, 8 
December 1994 in the Senate Chamber. 


Adjournment 


The meeting was adjourned at 3:54 pm-, on a motion by Mr. Tabar, 
seconded by Mr. Srinivasan. 


John Noonan 
Secretary of Senate 


